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Improving Decision Making 
The existence of cognitive biases raises the issue of how to bring critical information to bear on the decision mechanism so that a company’s strategic decisions are realistic and based on thorough evaluation. 
Two techniques known to enhance strategic thinking and counteract groupthink and cognitive biases are devil’s advocacy and dialectic inquiry. 
Devil’s advocacy requires the generation of both a plan and a critical analysis of the plan. One member of the decision- making group acts as the devil’s advocate, bringing out all the reasons that might make the proposal unacceptable. 
In this way, decision makers can become aware of the possible perils of recommended courses of action. 
Dialectic inquiry is more complex, for it requires the generation of a plan (a thesis) and a counterplan (an antithesis) that reflect plausible but conflicting courses of action.
Strategic managers listen to a debate between advocates of the plan and counterplan and then make a judgment of which plan will lead to the higher performance.
The purpose of the debate is to reveal problems with definitions, recommended courses of action, and assumptions of both plans. As a result of this exercise, strategic managers are able to form a new and more encompassing conceptualization of the problem, which becomes the final plan (a synthesis). 
Dialectic inquiry can promote thinking strategically. 
Another technique for countering cognitive biases, championed by Nobel Prize winner Daniel Kahneman and his associates, is known as the outside view.
The outside view requires planners to identify a reference class of analogous past strategic initiatives, determine whether those initiatives succeeded or failed, and evaluate the project at hand against those prior initiatives. 
According to Kahneman, this technique is particularly useful for countering biases such as the illusion of control (hubris), reasoning by analogy and representativeness. 
Thus, for example, when considering a potential acquisition planners should look at the track record of acquisitions made by other enterprises (the reference class), determine whether they succeeded or failed, and objectively evaluate the potential acquisition against that reference class. 
Kahneman argues that such a “reality check” against a large sample of prior events tends to constrain the inherent optimism of planners and produce more realistic assessments and plans.
Strategic Leadership

One of the key strategic roles of both general and functional managers is to use all their knowledge, energy, and enthusiasm to provide strategic leadership for their subordinates and develop a high-performing organization. 
Several authors have identified a few key characteristics of good strategic leaders that do lead to high performance: (1) vision, eloquence, and consistency, (2) commitment, (3) being well informed, (3) willingness to delegate and empower, (5) astute use of power, and (6) emotional intelligence.
Vision, Eloquence, and Consistency 
One of the key tasks of leadership is to give an organization a sense of direction. 
Strong leaders seem to have clear and compelling visions of where their organizations should go, are eloquent enough to communicate their visions to others within their organization in terms that energize people, and consistently articulate their visions until they become part of the organization’s culture.
Examples of strong business leaders include Microsoft’s Bill Gates, Jack Welch, the former CEO of GE and Sam Walton, Walmart’s founder. 
For years, Bill Gates’ vision of a world in which there would be a Windows-based personal computer on every desk was a driving force at Microsoft. 
More recently, the vision has evolved into one of a world in which Windows-based software can be found on any computing device— from PCs and servers to video game consoles (X-B ox), cell phones, and handheld computers. 
At GE, Jack Welch was responsible for articulating the simple but powerful vision that GE should be first or second in every business in which it competed, or exit from that business. Similarly, it was Sam Walton who established and articulated the vision that has been central to Walmart’s success— passing on cost savings from suppliers and operating efficiencies to customers in the form of everyday low prices.
Commitment 
Strong leaders demonstrate their commitment to their vision and business model by actions and words, and they often lead by example. Consider Nucor’s former CEO, Ken Iverson. 
Nucor is a very efficient steelmaker with perhaps the lowest cost structure in the steel industry. It has turned in 30 years of profitable performance in an industry where most other companies have lost money because of a relentless focus on cost minimization. 
In his tenure as CEO, Iverson set the example: he answered his own phone, employed only one secretary, drove an old car, flew coach class, and was proud of the fact that his base salary was the lowest in the Fortune 500 (Iverson made most of his money from performance-based pay bonuses). 
This commitment was a powerful signal to employees that Iverson was serious about doing everything possible to minimize costs. It earned him the respect of Nucor employees, which made them more willing to work hard. Although Iverson has retired, his legacy lives on in the cost- conscious organization culture that has been built at Nucor, and, like all other great leaders, his impact will go beyond his tenure as a leader.

سوالات تستی
  1-کلمه Advocacy  مترادف کدامیک از کلمات زیر می باشد . 
1.Defense             2. Generation            3. Potential              4. assessments                     
-2کلمه definition  مترادف کدامیک از کلمات زیر می باشد .
1.   organization             2. Compliment              3. Optimism         4. Potential

-3کلمه plausible  مترادف کدامیک از کلمات زیر می باشد .
1. assessments            2. Compliment              3. Suffering         4. Generation

4-کلمه responsible مترادف کدامیک از کلمات زیر می باشد .
1. Liable                        2. Defense                  3. Potential           4. Generation

5- ایده اصلی (Main idea ) پاراگراف زیر چیست؟
Strong leaders seem to have clear and compelling visions of where their organizations should go, are eloquent enough to communicate their visions to others within their organization in terms that energize people, and consistently articulate their visions until they become part of the organization’s culture.
1. The power of leaders 


  3. Communicating of visions 

2. The role of the leaders
*
            4. The culture 

.6- مدیران استراتژیک چه کاری انجام می دهند.(درک مطلب)
Strategic managers listen to a debate between advocates of the plan and counterplan and then make a judgment of which plan will lead to the higher performance.
1.*  Listen to a debate between advocate of the plan and then judge 

2. Judge and listen to the debate

3. Tell which plan lead to higher performance.

         4. None of them

Thus, for example, when considering a potential acquisition planners should look at the track record of acquisitions made by other enterprises (the reference class), determine whether they succeeded or failed, and objectively evaluate the potential acquisition against that reference class. 
1--earning potential      2- the role objectivity is evaluation of potentioal aqusision against that refrence class*    3-it talks about success and fail  4-none of them
Nucor is a very efficient steelmaker with perhaps the lowest cost structure in the steel industry. It has turned in 30 years of profitable performance in an industry where most other companies have lost money because of a relentless focus on cost minimization. 

1-nucor is a steelmaker will have the lowest cost structure in industry .*
2. The power of leaders 


3- Communicating of visions 

3. 4- none of them                                      

This commitment was a powerful signal to employees that Iverson was serious about doing everything possible to minimize costs. It earned him the respect of Nucor employees, which made them more willing to work hard. Although Iverson has retired, his legacy lives on in the cost- conscious organization culture that has been built at Nucor, and, like all other great leaders, his impact will go beyond his tenure as a leader.

1-none of them                     2-power of commitment 

3-cost – conscious organization culture has built at Nucor  *
4-the impact of culture
1- What are two techniques that improve strategic thinking and   cognitive biases ?

        devil’s advocacy and dialectic inquiry

2-what are the purposes of the debate ?

       to reveal problems with definitions, recommended courses of action, and assumptions of both plans.

3-why dialectic inquiry is more complex ?

      for it requires the generation of a plan (a thesis) and a counterplan (an antithesis) that reflect plausible.

4-what is the role of “reality check “ against prior events ? 

       It’s role is to constrain the inherent optimism of planners and produce more realistic assessment and plans .

5-Name at least 4 Key characteristics of good strategic leaders that lead to high performance ?

      1. Vision ,eloquence and consistency  2. Commitment  3. Being well informed  4. Emotional intelligent.

6-Name some business leaders that were strong?  

       Microsoft’s Bill Gates, Jack Welch, the former CEO of GE and Sam Walton, Walmart’s founder.

 7-What is synthesis ?
      strategic managers are able to form a new and more encompassing conceptualization of the problem, which becomes the final plan (a synthesis).

4.  کلمات زیر را با هم تطابق دهید.
	· involve
	
	· cognitive

	· opened
	
	· evaluation

	· applying
	
	· generation

	· Pay attention
	
	· advocacy

	· Took to the air
	
	· definitions

	· strong
	
	· inquiry

	· Cruel- harsh
	
	· constrain

	· Guarantee- engagement
	
	· roles

	· producer
	
	· organization

	· As needed
	
	· include

	· fluency
	
	· established

	· Force- inhibit
	
	· operating

	· improve
	
	· Consider

	· Discover
	
	· flew

	· advancement
	
	· powerful

	· assessment
	
	· relentless

	· creation
	
	· commitment

	· Psychological-mental
	
	· supplier

	· descriptions
	
	· enough

	· Asking- looking into
	
	· eloquence

	· restriction
	
	· constrain

	· duties
	
	· promote

	· department
	
	· reveal

	· Inventory


	
	


4. Close tests 


Several authors have identified a few key characteristics of good strategic leaders that do lead to high performance: (1) vision, eloquence, and consistency, (2) commitment, (3) being well informed, (3) willingness to delegate and empower, (5) astute use of power, and (6) emotional intelligence.
1.  a) actors 

b) authors 

c) scientists 
d) students

2. a) top 

b) qualified
c) planned

d)strategic 


3. a) view
 
b) vision

c) sight 

d) look

4. a) delet

b) increase

c) delegate 
d) encourage 

5. a) emotional 
b) dialectic

c) oral

d) verbal

5-true or false

1-…… Kahneman argues that such a “reality check” in agreement with a large sample of prior events tends to constrain the inherent optimism of planners

2-…… willingness to delegate and empower is one of  the key characteristics of good strategic leaders that do lead to high performance.

3-……. astute use of power is  not a key of characteristics of good strategic leaders that do lead to high performance.

4-……. Commitment can promote thinking strategically. 

5-…….. The purpose of the debate is to reveal problems with definitions, recommended courses of action, and assumptions of both plans.

6-……... Two techniques known to enhance strategic thinking and counteract groupthink and behavioral biases are devil’s advocacy and dialectic inquiry. 

7-……. Strong leaders demonstrate their commitment to their vision and business model by doing them favor.

8-…… One of the key strategic roles of both general and functional managers is to use all their knowledge, energy, and enthusiasm to provide strategic leadership for their subordinates
9……. Examples of strong business leaders include Microsoft’s Bill Gates, Jack Welch, the former CEO of GE and Sam Walton, Walmart’s founder. 
10-……. Strategic managers listen to a debate between creators of the plan and counterplan.
7- filling the blank. جای خالی را با کلمه مناسب پر کنید.

1. Strategic managers listen to a……………….. between advocates of the plan and counterplan(debate)

2. decision makers can become………………. of the possible perils of recommended courses of action.( aware)

3. One of the key tasks of leadership is to ..................an organization a sense of direction(give)

4. The purpose of the debate is to ……………….problems with definitions. ( reveal)
5. Dialectic inquiry can ………………thinking strategically. (promote)

6. When considering a potential acquisition planners should …………….at the track record of acquisition made by other enterprises.( look)

7. Nucor is a very efficient ………………..with perhaps the lowest cost structure in the steel industry. (steelmaker)

8. strategic managers are able to …………a new and more encompassing conceptualization of the problem (form)
9-. ……………… is more complex, for it requires the generation of a plan and a counterplan that reflect plausible. )dialectic inquiry(
	
	معنی 
	مترادف 

	requires
	*نیاز داشتن
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	particularly
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